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Executive Leaders that Transform

Executive leaders who are tasked to transform the business often don’t know
what they should look at first, where to start, and how they should be
thinking. Transformation itself can come in different styles, shapes, and forms.
Examples include expansion done through mergers and acquisitions, new
initiatives and programs, consolidation of internal departments and reduction
of unnecessary administrative resources. Transformation has to do with
change that impacts people, processes, technology, and information.

| invited four currently active executive leaders to share their insights on
transformational leadership. Their expertise is invaluable as they have
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repeatedly transformed organizations and driven value in different roles over
their careers.

As a result of using their Business Minds, these leaders are comfortable
answering the two questions posed at the beginning of the book that most
decision makers struggle with:

I. How confident am | that my business’ performance
will improve?

2. Why should | believe the information | have before me
is accurate!

Executive Leader #1 - Curtis L. Coy

| mentioned Curtis L. Coy and his work with the VRAP program in Chapter
2. His biography, as follows, helps paint a more vivid picture of his
qualifications to enact transformational change.

Curtis L. Coy, a US. Naval Academy graduate, has received countless
accolades for transforming organizations throughout his career, including
from the President of the United States himself. He was also nominated for
the Naval Academy’s 2014 Distinguished Graduate Award'.

As deputy assistant secretary for the Administration for Children and Families
(ACF) within the U.S. Department of Health and Human Services, he served
as the CFO, reducing the agency’s outstanding debt balance by $10IM. He
also served as the CIO, Chief Grants Officer, COO / Chief Management
Officer and Deputy Ethics Officer for the agency. Under Coy’s leadership and
direction, he successfully implemented the largest reorganization of ACF in
its history. He was also recognized for spearheading the development of the
award-winning grants management system, known as e-grants.gov, which Coy
offered under a subscription model to other government agencies, resulting
in substantial savings for all involved parties.

He was named the Deputy Director for Operations in the Office of
Consumer Information and Insurance Oversight and oversaw one of the
president’s highest priorities, the Affordable Care Act. Afterwards, he was
asked by the commissioner of the Food and Drug Administration to serve as
its Acting Deputy Commissioner and CFO.

1 Coy, Curtis L. Emailed author copy of his Naval Academy's Distinguished Graduate Award
(DGA) nomination and ancillary documents. December 23, 2013.
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Coy is currently Deputy Under Secretary for Economic Opportunity,
Veterans Benefits Administration, in the Department of Veterans Affairs (VA).
Coy continues to demonstrate transformation through the establishment of
the VA’s Office of Economic Opportunity. In this role, he fosters innovative
leadership, and is transforming siloed business lines into an integrated
environment. Also with Coy at the helm, a new initiative has been launched
that aims to end veteran homelessness by 2015. Here are Coy’s? thoughts
on leadership.

"Leaders Lead People, and Managers Manage
Things"

Particularly in the government, but also in the private sector, all too often
people equate management with leadership. To me they are very
different. When you’re in a leadership role, you are inspiring people and
you are inculcating them with your perceptions of the way forward. When
you are managing things, you are a manager of an office. You are
manager of a warehouse. You are manager of different things. The two
are very distinct jobs.

"Keep the End in Sight — Have a Vision"

In other words, if you don’t know where you’re going then it doesn’t matter
which way you go. What that means to me is people want to know what
the end result is. What are we hoping to accomplish by what we’re doing?
So you provide people with what your vision is, and figure out how to get
there. Give them direction so they know if they are heading north, south,
east, or west. All too often, people show up to work and they’re not quite
sure which side of the complex they should go.

2Coy, Curtis L. Interview by author. Phone interview / voice recording. December 23, 2013.
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"Set the Agenda, Hold Them Accountable,
Then Get Out of the Way"

All too often, you don’t need to tell people exactly how to do something,
you just need to let them figure it out. Sometimes they’re much smarter
than you are, and many times, if they know what direction they’re going
and you hold them accountable for those goals, they have more of a stake
in the game.

"Be Ready to Make the Tough Decisions"

I call it “T-Ball 101.” When you are a little kid and you are learning how
to play t-ball, the first thing the coach asks is, ‘If the ball gets hit to you,
what will you do?’ Before that batter even comes to the plate, you should
be thinking ‘If the ball gets hit to me, do | throw it to first base, second
base, third base, or home plate? What do | do with the ball?” Anybody
can make easy decisions. It’s the leaders that sometimes have to make
the tough decisions and the ones that aren’t particularly popular.

"Tell the Truth"

[ think that’s pretty self-explanatory, but as a Naval Academy midshipman
| was on the brigade honor committee. | am sometimes surprised that
people don’t understand the idea that your word is your bond and that
your character is repeatedly defined by people being able to trust you.

"Do the Right Thing"

Most people would assume that is pretty straightforward, but people don’t
always do the right thing. Instead, they do the thing they have the most
experience with. They could also be doing the things that might be the
most popular, but those aren’t necessarily the right things.
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"Get Bad News out First"

In a senior leadership role, | next tell people, ‘Get in front of it. It’s not
going to get better by waiting. Get it out there, deal with it, and move on.”
You'd be surprised how many times in my career I've stood up and said,
1 should have been paying more attention, | didn’t, and here’s what
happened and here’s what we need to do.” It makes a difference.

"Take the Blame, Hand out the Praise"

People are often in a hurry to take the credit, particularly in Washington
D.C. When you’re in a leadership role and something goes wrong, stand
up and take ownership of it. If you're responsible for the organization,
take the blame, but if things go well, make sure you hand out the praise
to the people that really did do the work. People appreciate that.

"Listen and Be Curious"

I've interviewed thousands of people in my career and people often ask
me which attribute | value the most in a colleague. My answer is ‘curiosity.’
Therefore, the next thing on my list | often tell people is to make sure to
‘Listen and be curious.” A quote to live by was said by Tommy Thompson,
the former secretary of Health and Human Services and the former
governor of Wisconsin and that is, ‘Guys, God gave you two ears and one
mouth. Use them in that proportion.” It’s pretty true. You'd be surprised
by the sea stories I've learned by just being quiet and listening to what
people have to say.

"Keep it in the Family"

We all probably come from what we would consider a dysfunctional
‘family’ in the workplace. But, | can complain about my ‘kids’ and my
‘brothers’ and ‘sisters’ and you can’t. You keep these kinds of things in
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the family. The family can argue back and forth as families do, but once
you get outside of the family, you should show a unified front.

"Take Care of Your Folks"

That means a lot of things. Sometimes it means listening. Sometimes it
means handing out the praise. Sometimes it means taking the blame.
Sometimes it means just writing a nice quick note to someone you
appreciate. It means a lot of different things to different people. So make
sure you take good care of your folks.

“Get Out of Your Office and Manage by
Walking Around”

If you don’t find all the solutions within your four walls, all too often you’ll
find the answers you’re looking for from the people that are out doing the
actual work. Get out there, keep your eyes open. People are amazed at
what they discover by getting out and seeing what the real world looks
like.

“Be Proactive, Not Reactive — Anticipate”

If you are a leader, part of your job is to understand what’s coming down
the road and anticipate those kinds of things.

“Don’t Punish Failure”

If you want to get rid of initiative and creativity, then punish failure. Don’t
punish failure if you want to be encouraging. It’s critically important that
people feel comfortable trying new things.
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‘“‘Manage Your Boss”

It’s interesting to me that most people give me a quizzical look when |
say, ‘You need to manage your boss.” Think about it. If your boss wants
things in blue ink then do it in blue ink. If your boss wants sharp pencils
then make sure you have sharp pencils. Whatever the request, that
person is the boss. Why would you want to fight that? Manage your boss.
Most bosses don’t even know they’re being managed if they’re being
managed well by their employees. Make sure that you observe what rings
your boss’s bell, and once they know that you are doing whatever that is,
they tend to leave you alone. If you make sure that things are managed
well, then your boss won't tend to look over your shoulder. When your
boss is not looking over your shoulder, you often have the leeway to be
able to do things the way you think they need to be done.

“Smile, and Laugh at Yourself”’

All too often people don’t smile, and laugh at themselves enough. They
take themselves too seriously. Whether someone has a really official
sounding title or a big office or big responsibilities, it doesn’t matter. In
the end, people are people. You’re the son or daughter of Mom and Dad
and you’re the brother and sister of your siblings. You'’re the next-door
neighbor. You’re somebody’s parent. Don’t take yourself too seriously.
Laugh, smile and enjoy things as you go down the path.

“Sometimes It’s the Journey, Not the
Destination that Matters!”

You can hear that expression said in many, many different ways. The fact
of the matter is, it’s not whether or not you got the project done on time
but whether you understood the true meaning behind the project. What
did people learn from that project? What did you learn from that project?
It’s not always the destination but what it is that got you there.
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Executive Leader #2 - Gary Quinn

Gary Quinn has more than 25 years transforming businesses, departments,
and programs — both nationally and internationally.

Currently the President and CEO of international software company,
FalconStor, Quinn has previously held various executive leadership roles that
allowed him the opportunity to establish a strong proven track record of
turning weaknesses into strengths, increasing the performance of the
business, building and maintaining relationships, and positively changing the
corporate culture. Prior to being CEO, he was executive vice-president and
COO.

Before his time at FalconStor, Quinn was Commissioner of Information
Technology at the Suffolk County Department of Information Technology.
He also served as CA Technologies’ Executive Vice President of International
Sales and Partner Community, leading nearly12,000 employees, and was at
one point responsible for driving approximately $7 billion in sales globally. He
grew the business at an annual growth rate of 25%. Throughout, Quinn was
challenged to grow the company internationally, which included such tasks as
handling mergers and acquisitions, and dealing with expansion and
consolidation.

Quinn is proud to have received recognition for his hiring practices in terms
of women and minorities and his role in grooming leaders. Many people who
reported to him directly or worked for him indirectly became executives at
CA Technologies or at other companies. Here’s what he has to say about
leadership3:

Players A, B, C or D?

You have to look at your assets. Most of the time in business, the assets
are people. Sort your people into groups of A, B, C and D players. A
players are hard to come by. B players are the ones that are going to turn
into A players. C players, you have to get rid of, because they’re dragging
you down. D players shouldn’t be working at all, and should perhaps
consider another profession or something. Every year you should rank

3 Quinn, Gary. Interview by author. Face to face / voice recording. Long Island, NY, November
19, 2013.
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your people. You should continually rank your people in your mind every
quarter, especially if you're in a sales organization.

Even if you're not, you should always look at your people the following
way: You have a baseball team, there's nine starting positions. You have
12 players on your team. Every year you should be evaluating who those
last three people are.

Most organizations that are not running correctly have a lot of C players,
interspersed with a couple of B’s who are trying to do everything and
getting overrun, with no A's. Typically in that model, what happens is the
B players end up getting frustrated because they're just continually
working. B players are almost 5% of the people working, and the rest of
the 95% of the people, the C players, are not. B players, they're so
overworked, overwhelmed, and frustrated, that they just leave.

When | look at a company, a department or even when | was at the
county government, | ask myself, ‘How am | going to improve this
organization?’ The underlying key is to have a strategy, go execute, and
get good people. Follow up, be accountable, and constantly measure
people. No matter what my role, | looked at the company, or | looked at
the organization, and said, ‘What could this ultimately be, and what
shouldn't it be?’

You have to get that in your mind. Mentally prepare. Take stock of what
you have, and then repeatedly ask ‘How can we improve this? How can
we make it more effective? How can we get more from what we have?’
Then look at the people you have. Sometimes you have to build up,
sometimes you’re going to build across, sometimes both. You will have a
visual of what your organization is going to look like and create boxes.
Then you list your people and evaluate that person against a box. Where
are you going to put them?
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The Right Box

| like to find out from people, what do they like to do? My wife says, ‘If
you like what you do, you will never work a day in your life.” Many people
are in the wrong box. If you can get people in the right box, they'll perform
better, they'll be happier, they’ll have the right attitude, they'll do more
for you, they'll think on their own, and they'll execute.

My view is, if you have the right attitude, then | can work with you. This
means having a positive attitude, a can do attitude, and you can follow
instructions. You're not distracted, and you’re able to think on your own.
I'm not looking to tell you what to do all day long. | don't want to
micromanage you. We're already thinking along a common wavelength.

We all have different levels of expertise and skills, some greater than
others. But, if you can operate in that kind of environment where you see
the different skill levels, you see what the vision is, you see what
management is trying to do and you think on your own and say ‘How do
| assert and apply myself?” and ‘How do | become part of the drive
forward in the transformation?’ Then you will stand out versus many
people who follow.

There are more followers out there than leaders. There are very few
leaders. There are a lot of people who want to be leaders, but they don't
know how. There are a lot of people who want to be successful but they
don't know how. They all want to be on the team. The redlity is that you
have to have . . . both leaders and workers as you work to transform your
business. As you staff your team, you’ll see that everybody is trying to
show you their prom dress. What | mean by that is, that's the only night
you look good. The rest of the time, you are a disaster. People are showing
off, and you have to cut what you can. You have to circle back multiple
times to confirm if they are dressed up for the one night prom or they
are true in appearances. (Quinn explained later that by appearances, he
means work ethics, attitude, trustworthiness, and really making an effort.)
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Then spend time with them. You meet with them, you come back a week
later, and then you question, how far did the ball move forward?

I'm fine having a person with the right attitude and with less skills, who’s
willing to learn, takes initiative and can be a good complement, a sounding
board, instead of somebody who's got a lot more experience but with a
bad attitude, who doesn't work well with others or is measuring
themselves on how many hours they worked versus what results they
produced at the end of the day. Those are immediate red flags for me.

Answers in the Bookcase

Early in my career, when | first got out of college, at my first job, | was
reviewing a project and | needed to find an answer to a certain question.
| went to meet the director and the response that | got was, ‘Mr. Quinn,
| can give you the answer, | can tell you the answer is in that book, or |
could tell you the answer is in that bookcase. Which one do you think
you'll learn more from?’ My initial reaction at 22, 23 years old was, Just
give me the answer, and let's move on.” He obviously wasn't going to give
me the answer, and | needed to go learn it. | did respond with, “You know
what, I'm actually going to go to the book, and if the answer isn’t in it
then I'm going to read the whole bookcase.” | actually read through all
the material | could possibly find on the IBM mainframe operating system.
Now the director might have gotten what he wanted because | became
more intelligent and more valuable to them, but | actually learned a lot
and got a lot more out of it by doing that. | eventually left there, and
brought value to the next company | joined, Computer Associates [now
CA Technologies]. You end up investing in yourself. It was a huge learning
experience. At the time, | didn't see things the right way and thought the
approach that was given to me was wrong. In reality, it benefited me over
my life because | now live by that whole concept.

These days, | find that people often come to me and ask, ‘What should
we do?’ It seems easier to quickly give them the answer as opposed to
saying, ‘Go back outside my office, ask yourself that same question, come
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up with the answer, and don’t come back in here — just go do it | find
myself telling people the same thing that | was told, ‘I can give you the
answer, or | can tell you what book it's in, or | can tell you to go to the
bookcase.” Today there's no such thing as a bookcase, | guess you can go
on the Internet and find it.

What is more beneficial to me as the leader in the end? If | give you the
answer you might forget it in an hour. If you want to find good people,
they need to come up with the answer on their own, and that is the right
solution to the problem.

The Pillars of Your Organization

Always surround yourself with better people. Always, always hire your
replacement. Because, when you're hiring your replacement in your
organization, they don't know that they're the replacement. They think
they're just getting the job, or getting an elevated role. When you have
good people, the great managers end up hiring great people. Eventually
one of those people takes over. It's a democratic dictatorship. They end
up being reliable and can hold up the organization. They're like the pillars
of the earth, and the pillars of your organization.

Is that somebody a thinker? Can they be a sounding board? Are they going
to challenge, but challenge with conviction? Or are they going to be
somebody who, when asked a question, says, ‘How would you want me
to do that?” Remember, you're looking for people who can be leaders on
their own.

Obviously, you have to have a lot of workers at the end of the day, but to
really run an organization you need those pillars. If you don't have those
pillars in your organization, you're not going to survive.
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Get Everybody Talking

I’'m good at getting people together. Get in the room, let’s figure out what
we need to do, everybody’s got a voice. I'm happy to lead the discussion
and get it going. You want to get everybody talking, understand what the
problem is, come up with solutions, and then get people together to find
solutions. I'm big at getting people together to communicate.
Collaboration is huge for me. Figure out what the answer is. If you're
troubled and need to bounce ideas off others, engage and say ‘Well gee,
I don’t really know what we should be doing in this situation, what do you
think?’ It’s as easy as that.

Get people together from disparate groups and organizations and say,
‘Let’s understand this problem and then let’s try to figure out how to solve
it together.” It brings people together through the sharing because no one
has all the answers. It gives you exponentially more ideas on how to solve
a problem or challenge you are facing.

Working Smart

I always tell people, if you can work two hours in a day and can get your
job done, that's great. It’s not about working hard, it's about working
smart and it's about being effective. | have seen a lot of people that work
15, 16 hours a day - a lot of action going on, but no results. | feel sorry
for these people, because they're working 15, 16 hours a day, day in and
day out. They produce no results. Further, those people are drowning the
organization because the organization is trying to support these people
in all their activities, especially, if they're in a position of any kind of power.
The organization rallies around them because most people are followers.
Your workforce is being consumed by these individuals who are producing
no results.

You'’ve really got to extract those kinds of workers from the organization,
and find somebody who can be more effective. Then the people who
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follow that person’s lead are actually working on something of value, and
work half the time and produce twice as many results.

The Emperor Has No Clothes

I don't want to be the ‘Emperor Has No Clothes.’ | like people to confront
me. Many people are afraid of that. You actually gain tremendous respect
from me when you confront me in a factual way, meaning that you know
your position, have thought about your response, have done the research
and can back it up.

Sometimes as the lead dog, you're wrong. You're wrong, and you’ve got
to accept that you're wrong. You just say it, right there in the room with
that individual or in a group - your peers, your management team or
employees — whoever you're working with. You say, ‘You know what? |
was wrong. It's a good thing we have some great people on the team to
point that out, and the courage to stand up and actually say it

As a leader, you have to stand up and own up to things like that. A lot of
people won't swallow their pride. They'll stand there and fight even if
they're dead wrong or sometimes dead right, and sometimes even fire the
person who confronted them. That's a huge mistake. You don't know
everything. Leaders don’t have the answers to everything. There are some
great people out there. Great people know how to leverage great people.
The key is finding those great people.

Motivation is a Choice

Motivation is a decision. It is a choice. People get motivated. When I'm
meeting with people one on one, and we're talking and we're
brainstorming and we get ideas we'll review with the business or whatever
we have to do. People seem to get excited about that. They get excited,
because | get very excited, | get very enthusiastic, because | believe in
what I'm doing. | one hundred percent believe in what I'm doing. If | didn't
believe in it, | wouldn't do it.
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I'm not a good liar. I'm really bad at telling you a story that's not true
because you're going to see it on my face. Sometimes I'll tell you
something and you may not like it, but I'll tell you anyway. What you see
is what you get. Your team sees it, too. So what happens to your team or
your employees is that they get excited because you're so intent on what
you want to do and you believe it.

Most people don't believe in what they're doing. Most people are in the
wrong job, or in the wrong company, or wrong role in life. With most
people, you have to help them finally get the right job. You have to help
them determine if they believe and are motivated enough.

Foster the Environment

You're not the lead dog if there are never any changes. You need to be
in front of responsibilities and to do that you need to be out in front. One
of the ways to be out in front is to listen to the people on your team,
because all of the ideas that need to happen are not going to come out
of your office alone. If you have people bringing their own ideas to the
table, you get more ideas. Before you know it, you have fostered an
environment of creativity and ideas.

Keep in mind that while you might not agree with all their ideas, you
shouldn’t slam them down. You say ‘That’s interesting, but at the moment
we’re not really ready for that,’ or ‘that’s not our market,’ or ‘that’s not
our competition.” You’re kind of saying, ‘That was a good idea, but that’s
not us right now.” You don’t want to kill ideas — you want to promote
them.

Remember the Little Guy

You've always got to remember the little people at the end of the day.
Those are the people who make or break you. They do. | think too many
people rise up and forget the little people. The little people in the
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company know everything that's going on. They know everything. If you
network with them, you'll find out everything that's going on in your
company. The people in the middle are basically taking the message from
the top and filtering it to the people at the bottom. Then the middle
managers are going the other way around, and they're telling the people
at the top how wonderful the people at the bottom are - saying everything
is going smoothly because they're not confident in their roles.

The middle management is typically not confident in their roles because
those are the people that get promoted or get fired or get passed over.
So they're not always giving you the right answer. So, go ask the people
at the bottom of the food chain, especially if you're approachable. You’ll
hear the truth.

Who’s Watching?

‘You've got to be careful because they're watching you.” This is what
someone told me when | first became a vice-president at CA
[Technologies], I'm like, ‘Who's watching?’ He responds with, ‘The people
and not just your people, other people and other guys in other people's
camps because they're all trying to figure out who's going to be the lead
dog. Who's moving up? If that guy's moving up, then we're moving with
him and then we're going to get more power in that group.’

Additionally, people are watching who you associate with, how you act,
what you do. Then it becomes an issue of why do some people work out
as leaders and some don't. Once you cross over from being a worker to
being a manager, you'’ve crossed over and you can’t cross back over again,
so you need to make sure you do it in the right way and earn and keep
respect of your peers and direct reports. They're all watching and not all
of them are your fans, either. Some of them are, but not all. That’s just
part of crossing over.
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Gut Feel

There are certain people you connect with on a different level. You know
this when you have conversations with them. You want to be around them.
There's something going on. You feel uplifted. | don't know what it is, but
there are certain people I like to be around. Then, there are some people
| don't want to be around at all. | might have to be around them or stuck
in the same room with them. It’s a gut feel.

It’s the same with analytics. Some people might argue with me about this,
but I don’t 100% believe in the data. The data is probably 99.9% right
all the time. If you look at the information and then look at the trends,
you tend to formulate a decision or a theory. Sometimes what you find is
that the data doesn't really support what you want it to do, yet you have
to do it anyway. The data is entered by people. It's the application of the
information against the problem or the opportunity that you have. There
are some variables that are not in the data and that's the missing piece.

The missing piece could be many things. It's an element of the decision
that is not in the data, whatever that may be. In some cases it could be
blaring. The numbers are wrong or one of the sources wasn't fully
compiled. Maybe we didn't interview the people enough or we didn't ask
enough questions. | think some people who really have hit a home run
with a new idea will agree that it's not all about having all the right
information. It's good to have information. It supports most of your
business. But sometimes it's just a gut feel.

Overseas

| spent a lot of time all over the world. As an American, you've got to be
sensitive to cultural differences by countries and regions. A lot of people
have this image of America as being a superpower, the number one
economy, everything is wonderful in America, streets are painted with
gold, and everybody wants to come here.
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If you go wandering around the world with the attitude of, ‘We’re the
number one superpower in the world of business,” that doesn't work. You
can't come off that way when you're meeting with employees, or
customers or partners or anybody else in the industry overseas.

Now there's a huge respect for Americans internationally. But, to impose
American attitudes, American ways of doing business, and American ways
of managing people, doesn't work locally. Many companies send
American leadership overseas to supposedly correct operations. They
impose American values, and American ways in doing business on these
local countries. If you act like an American overseas, you're going to fail.

As a leader transforming business internationally, you have to apply some
of the things I've already mentioned. When you go into a country, you
say, ‘Okay this is the situation, this is how we would like our operation to
be running, this is how it's running currently, how do we get from here to
there?’ Then you look at what kind of people you have. You should always
come back to these questions: What kind of staff do | have? What local
factors affect our office and where are we operating? How many
customers do we have? How many partners do we have and are those
partners and customers effective?

Then you go through all of your assets again. You say ‘This is what we're
supposed to look like. Put a plan together and consider how long it will
take to get there and whether you can do it with some of the existing
people, all of the people or none of the people? Then you set an evolution
time. | look at things in threes. In the first year you evaluate your situation,
the second year you start rolling out your plan and, the third year you
decide if it worked.

Everything that you learn growing up in the United States is great, but
you don't need to be going overseas telling them how great you are. They
already know. They don't need to be told that. You have to be sensitive
to how cultural differences are, how people talk to each other, treat each
other, and the hierarchy.
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In certain countries, there is a hierarchy of leadership for the company,
employing a top-down authority. It's not like in the US where everybody
is collaborating, everybody is the same. In most international countries,
this hierarchy is the lead dog, and you don't even talk to that guy. You
have to respect this whole cultural tradition of how they have grown up.
You've got to kind of see all sides, listen to ideas, validate those ideas, see
who your players are and then put people in charge and then move
ahead. It's pretty basic. You've got to allow for the last mile, those cultural
local adjustments. The fact that people come to work at | 1:00 in Spain,
well that's just the way it is. You can't have an 8:30 in the morning
meeting in Spain, it doesn't work.

In the beginning it was hard for me to get used to the differences. The
Americans who | saw go overseas earlier in my career failed miserably
because, first of all, they didn't live there and they weren’t there all the
time. The minute the leaders or person of power left, the locals went back
to doing what they wanted to and were doing before.

If you don't try to find out what motivates them or gets them going, what
they think should be the right answer and then let them go execute the
solution, then you're not going to get it done because you don't live there.
You don't go to work there every day.

Push Somebody

There are certain people that | feel comfortable with. | think they have a
lot of potential. | might not think that | am mentoring them, but | do
everything | can to get them exposure, opportunities, and put them in the
right roles. You want to keep pushing somebody as far as you can until
you’ve reached their limit. Sometimes people are limitless — almost. I'd
have to say | enjoy it. | don't walk around saying, ‘I made that guy,’
although sometimes | say that a little bit. But there are a number of
people who | think would say, ‘That guy, Gary Quinn, was a mentor to
me,” and | might not even know it. It just came naturally.
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[ don't sit around and think about it. Sometimes it’s purely by accident. |
look at it and think somewhere along the way somebody took a chance
on me, Gary Quinn. | don't have a mentoring program. | don't consciously
think about it. | always tell people, ‘If you want me to talk to you, come
hang out with you, I'm up for it

As a manager or a leader, it is a very cool thing to see who gets the most
out of somebody. You just keep giving them more, keep pushing them,
and they grow. They're getting huge. It's a great experience. | don't feel
that I'm the reason why they've been successful. | was just someone they
met along the way who was able to influence them in a way that they
could run with, that’s great because they're great. | just happened to meet
them. | know some people think, 1 made that guy. | made that woman.
She owes me everything.” You know what | say in life? | don’t want to owe
anybody anything and nobody owes me anything. If | influenced them, it’s
because it felt good.

Leaders need to mentor and influence, whether they’re part of a formal
program or not. Not because they want to say they made somebody, but
because it feels good. It should be a natural thing to do.

Set it Free

| remember there was a guy who came to work for me. He was a really
smart, energetic, great marketer. He saw the world in a way that | never
saw it. | said to him, ‘Listen, it's not happening for you here. Trust me, it's
not happening. I'm not the guy stopping it from happening. It's just not
happening for you. You're a really smart guy and you've got to go out on
your own. You've got to go find your own way.’

He listened. He got a job doing business development for another
technology company and eventually became the CEO. Later they were
bought by Dell. | guess he did well. This guy is flying all over the world.
He's speaking. Inspiring others. He's a hugely successful, very well-
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respected, great guy. | haven't seen him in probably 15 years. | reflect
back and go, ‘He did the right thing.’

Did I influence him by saying, ‘You need to get out of here?” Maybe, but
it was the right move for him. He was trapped where he was. He was in
the wrong role. You need to set some people free. | look at some of these
people and redlize that they are not in the right box. When you, as the
leader, see it, you need to call it. If not, you will not only hurt your business,
but someone else’s future as well. So, if you see it, set them free.

Somebody | Don’t Want to Be

Remember the guy who told me to find the information in the bookcase?
Well, his people skills were horrible. He was a person that was not liked
in the company and he spent a lot of time by himself. He had risen to a
position of power, but nobody wanted to be around him. He told me to
look in a bookcase, but you couldn't go in his office because you were not
supposed to go in there.

I would look at him and think that he was sad. | would think to myself,
‘It’s a great learning lesson for me, but | don’t want to be him because
he is not a nice guy.” I'm not saying I'm a nice guy. | think a lot of people
think I'm a nice guy. I'm actually pretty hard on people at the end of the
day, but that's because | expect a lot.

My dad always tells me, You meet the same people on the way up as
you do on the way down.’ | think about people who | worked for or met
over the years. Along the way, some influence you and you say, ‘| want to
be like that person’ or you might say, I'm going to try to do things
differently than that person.’

When | was in college | worked for UPS at nights to put myself through
school. | worked for this guy. He was a good guy to me. He was an older
guy, and had a lot of great qualities. The guy's a warehouse guy.
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Picture this. He's working with people who are part-time making a
minimum wage an hour unloading and loading trucks, sorting packages
from 2 o'clock in the morning until 6 o'clock in the morning. He would
get us motivated. | just think about what he used to do with us at night
to motivate us and keep us going. It was a cool skill to have. He was a
cool guy.

Giving Back

Giving back feels good. It feels big. You don’t have to be a big company
to do big things. And it doesn’t have to be unusually successful people to
give back. When | was at CA [Technologies], we started a big culture of
corporate philanthropy because the company was doing well. When | say
‘well,” | mean in a financial sense. It was an opportunity for us to give
back. One way was obviously through financial support to charities. The
other was the opportunity to get our employees to feel good as employees.

It was another transformational program | was responsible for. It felt
great. We had volunteer days for the employees on a global scale. We
allowed the employees free time off with no penalty so they could go
volunteer at a recognized charitable organization so they could go give
back.

We had things like Make-A-Wish Foundation, Habitat for Humanity and
Junior Achievement here on Long Island, New York, where basically you'd
go to a classroom and you would come in and be a businessman for a
day or a programmer for a day.

Another thing we did was build a classroom within our company for
schools to bring their students for a day of technology. Our vision was to
create a classroom of the future. Now this was a long time ago, so it’s
not as cool by today’s standards. Students would do projects and we'd
have different people from across the company come in and work with
the kids, whether they were graphics artists, programmers, sales guys or
tech guys. The students would then complete their project when they went
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back to their school. Remember, these were the early days when
computers weren't really that prominent yet in classrooms. Today kids
have iPads.

You don't have to be rich to be fortunate. You're fortunate to have a roof
over your head. You're fortunate to feed your family. You're fortunate that
you are not sick or ill. You're fortunate that you can go to school. These
are all things that we take for granted.

There are a lot of people; they're not waking up in a house that's warm.
They're not waking up to food in the morning. You see some of these
kids, you go to these schools, you look at these kids, and you feel sorry
for them because it's not fair; they're just kids. That was a big thing for
us. The whole thing of trying to do it and to do it globally.

You don’t have to give financially to give back. You can give your time or
work for a cause that you believe in. | went to work for the county for
three and a half years. Now, | know that the county's not a charity, but,
| actually loved that job. | really, really enjoyed it.

People ask why | did it. | saw that the government didn’t have the
opportunity to attract seasoned executives, whether it's in information
technology, operations, or healthcare. They don't get the opportunity to
have a twenty year successful veteran from the private sector to come
work there. It's not happening. Or it doesn’t happen that often.

| really enjoyed my time with the government because | felt like | was
giving back by offering a different way of doing things. Business executives
approach things differently than politicians. | would still be there today if
the administration didn't change.

| believed in it. | liked it. If | don't like something, I'm not doing it. Life's
too short. People say, ‘You work like a dog.” Yes, but | like it. It's not like
I'm working like a dog and | hate it. If | didn't like it, | wouldn't do it.
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It feels really good when someone says to you, ‘We really miss you. You
really did a lot for us.” I'm just glad | could help.

People have views of the government that are wrong. Let me tell you there
are people there that are not rich. They don’t have a glory job. But, you
know what? Those people are making sure that the public is okay. It's
amazing and taught me that you should always give back any way you
can. How little you can. It doesn't have to be money. It could be your time.
Just a little simple thing. You should do something because there are a lot
of unfortunate people out there.

Stay Honest and Be True to Yourself

Honesty is the best policy. Always be honest. Don't lie. People lie to get a
quick buck. Those are the people that are in jail or they're in trouble. It is
hard work that makes people successful. Everybody wants financial
success, but there are still a lot of people that are committed to their
cause. There's no quick way to the financial win. Anybody that's making
quick, fast money, is most likely stealing. Life's a lot more than the
financial win. You've got to figure out what that is — for you. Just stay
honest and true to yourself and others.

Have a Plan

| started out as a computer programmer. That's what | went to school
for. | was terrible at it. It was okay because | had a plan. | knew where |
was going. | had a goal. It’s interesting, because it didn’t work out the way
| thought it was going to work out, but it worked out even better.

In your mind, if you want to be something, whatever that is, go do it. | tell
my kids, ‘What do you want to be? Just remember, you're not me. You’re
you and don't think, ‘My dad did ten times better than his dad and | need
to do the same.' Don't put that pressure on yourself. That wasn't the
pressure on me. The pressure | put on myself was that | wanted to be
somebody.’
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I had a plan and view of what | was going to be. At 25, | wanted to be
married. At 30, | wanted to own my own house. At 40, | wanted to be a
VP and to make $100,000 a year. Well, it didn’t work exactly as planned,
in the same order, but eventually it worked. At 25, | owned my own house.
At 30, | got married. | was a VP at 32. | was a Senior VP at 40 and | was
making over a million a year. Making millions of dollars wasn't in the
roadmap. But that's what happened. You have to visualize and want it. It
might not work out in the order that you want, but it might work out even
better.

| say to my kids, ‘Listen, you've got to think about what you want to do in
your life. Put that roadmap together and then measure yourself every five
years and see where you're at.” It doesn't always go the way you think,
but at least you’ve got something to measure yourself on.

Executive Leader #3 - Janet Wood

Janet Wood, a native Canadian, recently relocated to Germany to head up
Global Human Resources (HR) department of SAP AG, the €16.8B software
company.

She is Executive Vice President of Talent and Leadership at SAP. Wood and
her team are tasked to attract, develop and enable leaders to achieve personal
and professional excellence and exceed SAP’s strategic goals. She is also
responsible for executive recruiting. She reports directly to SAP’s Executive
Board Member, Werner Brandt.

In her former roles, Wood was Executive Vice President of Global Strategic
Service Partners and Executive Vice President of Global Maintenance. Wood
joined SAP from Business Objects in 2008 where she worked as Senior Vice
President of Global Partnerships. Wood also led the overall integration of
Business Objects into SAP after Business Objects was acquired for almost $7
billion in 2008.

Prior to joining Business Objects, Wood was Vice President of Business
Development at Crystal Decisions, where she helped drive sales through
partnership initiatives. She has also held various management positions at IBM.
Aside from her senior management role at SAP, Wood is active in her
community as a partner in BC Social Venture Partners, a not for profit
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organization that supports children and families at risk in Vancouver. Until
recently Wood was on the board of a technology startup that was acquired
by BMC Software.

Here are some of her insights on leadership*.

Attitude

Being positive is critical regardless of what organization you're in, what
industry, and what gender you are. As | think about my role and my team,
the people that | enjoy working with the most and the ones that are the
most effective are those that are really trying to look at things in a positive
way.

There is always non-stop change happening. | find change can be so
disruptive to people emotionally and it's very easy to look at change as
bad. So when you've got individuals who accept change a little more
readily, are adaptable, and focus on the positive part of change, they are
the ones that are going to have the biggest impact on the business.
They're going to help their colleagues come along with them and | feel
that they have the most positive influence and impact on the success of
the company and their own careers.

Collaboration, teamwork and having that happy team, so to speak, is
really important to me. For me, it's really important that my team feels
like they're making a difference and they're making an impact while
they're achieving their career aspirations.

When | think back to the acquisition of Business Objects by SAP, the
readlity was that Business Objects was a relatively small mid-market
company and we were suddenly being acquired by a very large company.
Large companies have more processes and more levels, things that some
employees could see as negative. Yes, there are things that are different.
Some things may not seem as good. People tend to pay more attention

4 Wood, Janet. Interview by author. Phone interview / voice recording. December 18, 2013.
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to that negativity but what are the things that are really positive? SAP had
more resources, more expertise, more money available for investment,
more power in the market, and more market share.

Mentoring

From a mentoring perspective, you don’t need to be a mentor for life or
to find someone as a lifelong mentor for yourself. It's about a certain
element of your leadership style, your management style or maybe it's
financial or technical skills that you want to work on. Find somebody who
can work with you for six to twelve months and have them help you with
that area. Sometimes leaders find it a bit daunting to be a mentor,
because they feel like the request is for life. That does not have to be the
case. | like to tell other leaders that I'm mentoring over the next 6 to |2
months and am working with a protégé on something specific. | ask the
protégé, ‘What is it that | can do that's relevant to what you're trying to
accomplish with your career?’ Also, you don’t have to mentor people just
within your company. | mentor some people outside of the company.

There are a handful of protégés who take it really seriously, who schedule
the meetings, come in on time, and have a pre-determined agenda. | find
those relationships the most valuable and rewarding. For that reason, |
generally say yes to mentorships because | find probably only about 25%
of the people I say yes to really follow up on a regular basis. For the other
75%, a lot of people don’t really follow up on it. Some are not fully active.
If something comes up and they're looking for somebody to bounce ideas
off of, then I'll be there for them. But for me, those are not really the most
valuable mentor-protégé relationships. Then some others have the first
meeting and you have a good discussion and then maybe they come back
for one more meeting, then they disappear. They get busy.

| often don’t seek to find a protégé to mentor, but one of the things that
[ like to do is find a protégé that can help me leverage skills that do not
come naturally to me. For example, a protégé who is really good at Twitter
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and social media can help me while | can mentor them on a skill they
would like to advance.

The Difference Between a Mentor and a
Sponsor

A mentor is someone who is helping you to work on a particular aspect
of your skill set or your expertise, like networking or presentation
techniques. The mentor is helping you, to enhance your skill set so that
you can grow and get a future role.

A sponsor is somebody who actually puts your name forward. They may
not be mentoring you, but | have found in my career that my sponsors
were typically either people | had worked for in the past or had worked
with on a regular basis. They would mention my name when a job was
coming up and/or they'd reach out to me and say ‘You'd be perfect for
this job. Have you thought about applying?' As women, we tend to not
apply if we don't think that we have at least 80% of the skills in the job
description. Men will apply if they've got half the skill set because they
figure that they'll figure it out. Sometimes women need that push to say,
‘No, No, No. Put your name for it.” That to me is the big difference. The
sponsor is not necessarily a mentor but is somebody who is familiar with
your work, what you stand for, what you're capable of and either promote
you as a potential candidate for a role and/or they push you to apply for
a role that they think that you can do even if you're not sure you can do
it yourself.

Women are Long-Term Thinkers

A woman questions, ‘What's the impact on customer satisfaction six to
twelve months from now if we do that?’ This can be seen as ‘Why are
you bringing this up? We're talking about the here and now.” But, it's
about opening up people's perspectives to understand that it's good that
someone in the room wants to drive a decision and it's good that someone
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in the room wants to think about the longer-term impact. I'm totally on
board with brain science — it really fascinates me. In general, women will
tend to think a little bit farther ahead, about the longer-term impact. Men
can be more about the now decisions.

Differences are Powerful

I've been through a couple of workshops that were eye-opening for
everybody. It was focused on how men and women work together. It was
about taking the diversity of the way that we approach things in our
leadership styles and our collaboration styles and turn it into an advantage
for the company. Differences are power. If | look at the market and I look
at SAP's customers, they're very diverse. The markets that are exploding,
like in Russia, in Brazil, in India, they're very diverse from our perspective,
from the North American perspective. If you're not open to understanding
and embracing diversity and leveraging it to make better decisions to be
more effective, then you're missing a huge component that you could be
taking advantage of.

Communication Styles

The most important thing to be aware is that different countries and
different parts of the world have different business cultures. Different
business cultures can mean different communication styles.

Being very general, North America has a much more energetic
communication style. Europe is more conservative. It's a quieter style and
it's a little more, shall | say, reserved, until you get to know people, then
it's very, very warm, but it's not as embracing. If you go to North America,
you'll often find that people tend to embrace you immediately. They have
a very direct and energetic style. You don't see that as much in Europe.

If you go to Asia, in places like Japan, it’s very, very reserved and there
are certain business cultural norms. | haven't been to Japan now for a
couple of years but, generally, the people in meetings will take their lead
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from the most senior people in the meeting. They are very hesitant to
speak if the manager hasn't spoken or they don't feel that someone who's
at a level above them has broken the ice.

You can go into these meetings and say, ‘Please be open. | really want to
hear your feedback’ but it doesn't break through their business culture
and how they operate. You must be aware of that and not try to push
something that's just not going to work in a particular business culture.
Don’t think ‘Where | come from everybody's really open and everybody
says what they want so I'm just going to keep on pushing until they give
me good feedback.” It won't happen.

To me, the most important thing is just being aware of those nuances
and adjusting your style so that you don't overwhelm somebody or you
don't come across too strong or too verbose because then they'll tend to
retreat. They can tend to retreat because you come across too ‘North
American,” so to speak.

Everyone’s a Sponsor

One of the things that I'm looking at in my role heading the Talent and
Leadership at SAP is trying to encourage the mindset that everyone's a
leader. Everyone's a talent. As far as I'm concerned, everyone is also a
sponsor. We should be thinking, regardless of gender or any other
diversity element, about who could move up into new roles both from the
idea of achieving their career aspirations and having an even bigger
impact on the company.

We're trying to bring a lot of visibility to this mindset and make people
aware of it through a lot of different programs. For example, | lead a
sponsorship circle at SAP focused on an |8 month leadership
development program for females. It’s called LEAP. It stands for
Leadership Excellence Acceleration Program?®.

5 Wood, Janet. Emailed author copy of program descriptions. December 18, 2013.
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We get together on the phone once a month and talk about what's going
on. What are our women trying to do in their world? Have they applied
for something and have they gotten feedback from their manager? Does
the manager not want to let them leave the job? What if they’re doing
great but their manager doesn’t want to let them leave? How do they
handle that?

Branding Yourself

Each one of us has a brand. When you think about somebody, something
comes to your mind about that person. We ask our employees, ‘What do
you want your brand to be?’

You want to be either an expert, always positive, or you're a great
collaborator or executor, and you take ownership. Whatever it is, that's
the brand that you want to aspire to and you need to understand you
have a brand. But, is it the brand you want?

Executive Leader #4 - Paul Zak

Dr. Paul Zak is the founding Director of the Center for Neuroeconomics
Studies and Professor of Economics, Psychology, and Management at
Claremont Graduate University. He is also the author of The Moral Molecule.
More than one million people have watched his TED talk from 201 | about
the relationship between oxytocin and trust on YouTube. He’s been featured
on Oprah, CNN, Larry King, and many other media outlets. Wired
Magazine named him one of the 10 Sexiest Geeks in 2005. In 2013, Business
Insider named him one of the top 50 Sexiest Scientists Alive! He is the founder
and head of Ofactor Consulting, a firm that trains companies in the use of
neuroscience to empower their employees, particularly when it comes to
self-management.

Zak manages a large department of creative scientists and has many
interesting ideas about leadership, some of which come from his biochemical
explorations. Here are a few of his ideasé:

6 Zak, Paul. Interview by author. Phone interview / voice recording. December 30, 2013.



Bonus Material: The Four Intelligences of the Business Mind

Management as a Series of Experiments

You want to have lots of employees doing lots of things. Some things will
work better, some things don't. Think about management as a series of
experiments. Identify the objective you're trying to reach. Or, identify the
crisis you’re trying to avert and then ask people to turn their brains on
and try to move the organization towards that objective and then measure
the outcome rapidly. Make sure there are no catastrophic errors that
occur and see if the interventions work. That's a very humble way of
taking the management approach and allowing everyone to have
ownership over it. Second, it's also key that the managers or leaders in
that situation are really authentic about it. As a leader, your attitude
should be ‘Let's find out if it worked or not and then if there's a mistake,
we'll go back to the old way and if it's an innovation then we'll stick with
that.” | call this a smart mistake. Trying and failing, like trial and error, is
an opportunity to learn and expand. You can't go and punish people,
scream at them, fire them, because they did what you asked them to do.
This requires a change in mindset. When you engage employees, you are
empowering them to create and innovate instead of punishing them for
their errors, or failures. | think there's a sense, really a desire, for
transparency and authenticity that is necessary in a high-trust
organization.

Diversity Strategies

We tend to internally stereotype for safety reasons, and it's not necessarily
a racism, or sexism thing. It's just that our brains are used to what we're
familiar with. Introduce diversity in a way that people can get to know
each other not just as workmates, but socially. Having activities where
everyone can go out and do something together is a great way to pull
people together. This could be a recreational stressor or it could be a
project stressor that pushes us to really have to start depending on each
other. Once you've actually broken through that mentality of ‘Wow, he’s
so completely different from me but he's working here. He's trying to do
the same thing I'm trying to do. Hey, he’s just like me. | can count on
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him.” Once people understand that they aren't so different from each
other dfter all, they can build trust if they allow [it] to open up.

Competition

You want to create a positively charged stress within the organization that
will build cooperation. So what you do is create competition among
external corporations. You specifically want to use the competition for
your group as a driver, as a motivator. But what you don’t want to do is
build up these internal competitions within the organization. The worst
example of that is Enron, in which they literally pitted employees against
each other and groups against each other in such a contentious way. You
don't want to design that kind of toxic culture. On the other hand, our
brains are very lazy organs and without a spur we're all kind of lazy in a
way.

Integration

Leaders need to make sure they stress that teams are not in competition
with each other. We did some work recently with a company in which the
IT group just didn't interact with folks. They got a lot of complaints, got
everyone unhappy. The first thing to do is to have people get to know
who that team is, what they're doing, that they're not outsiders who want
to torture us by replacing our computers, that they're part of the same
team too. One way is to have group activities. Do something outside the
company. Have a picnic. Do something where you're all spending time
together and you get to know one another. From a neurological
perspective, if that activity involves a stressor, like going on a zip line or
white water rafting, people will actually bond together better.

Next would be to have a sense of purpose when communicating why
you're here. For example, ‘IT is really important to keep our organization
running efficiently and they're safeguarding the data we have for our
customers. We need to integrate them into the larger conversation about
why we exist and why we are here.’
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Well-Versed Messaging

These executive leaders — Coy, Quinn, Wood and Zak — provide a well-
rounded perspective of the thoughts, personality, and mindset that an
effective and driven leader needs to construct. Collectively, they present a
well-versed background in critical decision making in complex environments.
Highlights of their experience in transformation includes:

e Public and private sector
e | ocal, national and international levels

e How to deal with being acquired, going through that
transition, and life within the newly merged company

e Merging and consolidation of companies, departments,
programs, and people

e Expansion
e Reduction of Costs

Further, they have extensive leadership roles in different departments:

¢ Information Technology (IT)
e Finance

e Operations

e Compliance and Ethics

e Human Resources (HR)

e Supply Chain

o Sales and Marketing

e Customer Relations

e Service Delivery
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e Education Services
e Partnerships
e  Philanthropy
e University
Their success is based on their trustworthy, positive, authentic, and humble

attitudes. Did you notice the messages they had in common? Here’s a few |
thought were important to highlight:

e Trust in the people, partners, resources, data — most
importantly...trust yourself

e Have a positive attitude about yourself and towards
others

e Communication skills are important — be authentic
e Respect other’s opinions, even if you don’t agree
e Don’t hold back creativity, innovation, or productivity

e Promote collective team-building

Thinking, Doing, Being

As we've discussed, “being” is about living fully in the current moment. Being
is about being connected with your purpose — your big WHY. Leaders that
transform are consistently going through at least three basic stages:

I. Thinking
2. Doing (Action)
3. Being

Notice how Coy started by differentiating leadership versus management
(thinking), then went on to discuss actionable items like dealing with the bad
news out first and not punishing failure (doing), to smiling at yourself and
enjoying the journey (being). Next, notice Quinn started by thinking about
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assets, then moved onto working smart and motivating (action), and finished
with giving back (being). Wood and Zak advocated similar progressions.

If you really observe the way they talk about their philosophies, you will feel
the passion in what they do — they live through purpose. They believe, are
connected, and are comfortable in their own skins. Transformation is who
they are. By practicing the Four Transformational Intelligences as described
in "The Four Intelligences of the Business Mind," you can gain the insights that
will lead to strategic actions and result in the kind of optimal performance
that is driven by intelligent decision making.



